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Chapter XI1. Conclusions 

Two articles from the Fall 1957 issue of Studies in Intelligence might help 
understand part of the di lemis of OCR during the past twenty years ( 1947 - 1967). 
The first, by RS. Cline (DDI from 1962 to 1966}, Is Intelligence Over-Coordinated? , 
discusses the possibility that coordination has been abused by the Intelligence 
Community. Coordination has caused delay in the appearance of, and often vapid results 
in the preparation of,national estimates. Cline suggested: 

that the US national security system would be better served if the intelligence 
community took a less vigorous view of the meaning of coordination and 
substituted more informal techniques of consultation. In this way the 
intelligence community could share knowledge and wisdom without delaying or 
weakening the product. ! / 

By interesting coincidence, the next article, by RJ. Smith (DDI from 1966 on), 
Coordination and Responsibility, stresses the need for coordination in the preparation 
of national estimates. Briefly he discusses the ways to improve the procedural and 
semantic understandings that would result in better products 'through gradual, slow 
advance by small adjustments here and there.'' He concludes by stating that the 
coordination process must stay because it is the heart of national intelligence; 
the problem is ''to make it tick strongly.!' 2/ 

OCR sometimes felt over-coordinateds it had many responsibilities, including 

Val ume dais ClOMTUR 
coordination with its many-faceted manbbieations . Although national estimates, coor- 
dination and OCR do not seem related, the issues raised are similar. Two senior CIA 
officials (both of whom were later DDIS and thus responsible for OCR) had different 
views about coordination. Divergence of opinion is healthy. The divergences emphasize 
the difficulty in definition, whether jt be coordination or central reference. 


Central reference service has also been called the heart of an intelligence organiza- 


tion, just as libraries have been called the heart of universities. What is important 


to one group is inconsequential to another. Many differences are more semantic than 


A 
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1. Neither top CIA management nor the users of OCR have known exactly what were, 


nor much less could they define the parameters ofa complepy “central reference 

gre ure rng aw costul pafewner aeurce 
service in practical terms./It seemed as though management wanted OCR to, “te-ressonaih 
wily Lower people ot Lower ceak awl frrmch more efficient « 
raat a As related in Chapter XI, the DCI (McCone) in 1964 wanted the best 


25X1A possible systems for the handling of information in CIA. Yet at about the same time, 


ave. up 
Hoe eee them several years 
imotamee 5 
25X1A to 1967, OCR's manpower 
. ceiling was reduced I in ten years. Hy This included the 
25X1A esi positions received from the State Department for biographic operations in 196]. 
Reasonable proof has been presented to show that OCR wanted to improve its services 
and "image" consistently but was frustrated on many counts = management support, 
comer, % 
*} manpower, and money. 
f 
A 2, OCR played an important part in the coordination of intelligence processing 
ILLEGIB in the US Government. Through its committee activities, such as AHIP, COBIB, and 


PROCIB, OCR led the Intelligence Community in mmy joint efforts which eased the 

burden on any single member. Some of these activities preceded Presidential, 

Congressional and indeed CIA top management interest in how to handle the mass of 

information pouring in to the US Government. Even in requirements and collection 

guidance OCR did the spade-work for coordinating internal and external thinking in 

tie a bed deovh. 

these areas, Resultant organizational Geniponene Wens removed from OCR jurisdiction, 
3. A recurring theme concerning OCR was that it accumulated too much data and 

therefore could not find efficientiy the little useful ict ae Cabot 

OCR could have cut its intake, staff,;and costs by at least one-half. But which half? 


From the very beginning OCR attempted to get analyst cooperation in determining what 


receipts were importanty by ass\isting in certain steps in the intelligence document 
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retrieval system, but these efforts were all spurts of momentary enthusiasm. In the 
formative days of the intellofax System, analysts did contribute abstracts, and some 
helped with revisions of the indexes used by OCR. Usually, however, OCR had to 

decide what to index and how to do it; at one time six varreus interpretations of 
indexing systems were used to ensure adequate coverage of variegated materials 

(Intel lofax, Intelligence Periodicals Index, and the specialized indexing of the 
Biographic, Graphics, Industrial and Special Registers}. As OCR sophistication 
developed in processing its receipts, the quality of the selection OfmubadentGepu t 
inte-the systems improved in all the Lmegest divisions mentioned, But selection was 
based ususally on request patterns, with a certain amount of "anticipatory" selection 
also, Many crisis situations were provided prompt reference support by OCR because it 
had decided to process certain categories of material in different ways. The basic 
soundness of the original planning for OCR was demonstrated by the fact that for at 
least 15 of its first 20 years, it had the flexibility of operations to modify 
procedures that produced results in an environment of constant change. There was also 
a certain uniqueness to OCR's early operations for which there were not many prece- 


dents. How does one handle enclosures to a special category of documents when they 


25X1B 


ran the gem ¢ Fo 


OCR had to improvise as it went along. 

4, Standing still in the sweeping flow of modern information handling techniques 

tried net te Stand 
is the certain way to stagnation in this fast-moving area. OCR reMiewrpdcood still, 
7 

and was in the active forefront of many of the best developments in the field. It 
constructed some equipmengt on jts own, tested dozens of others, inspired experimenta- 
Pionyand worked jointly with groups trying to achieve the ultimate. Always, however, 


aletady 
OCR wanted proof that the proposed system was better than the one HE neds So it was 


SEGRET 
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with computers. As Robert TOWnSends: FOOSE president of Avis, was quoted as 

writing, "I've never known a company seriously injured by automating too slowly, 

but there are some classic cases of companies bankrupted by computerizing premature- 

ly. !! By Retrieval of information with the assistance of machines is only as good 

. as the system developed for arranging the information put into the machines, whether 

the system is called classification or language or index. OCR did not want to go 

too far too fast; it could not move into the computer world without adequate 

preparation. As a well-known expert in the field of information systems, 1.A. 

Wahrheit, 1BM, recently stated‘ 
It is recognized that a program must be tailored to fit the available 
resources and that it is not always possible to build an ideal system. 
Nevertheless, design objectives must be established even though they cannot 
be immediately realized, If the ultimate objectives are understood, then the 
program development will be orderly and later reconversions will be kept to 
a minimum. Therefore, even though the design objectives may not be achieved 
for a number of years, they should be established so that current imp lementa- 
tion can be carried out in a rational manner with some assurance that the 
system will grow and develop. | 

y g Melee 25X1B 
a This is precisely what GCR did, In the case of for example, the prohibitive 


Fiscal and manpower costs made adoption of the complete program impossible, yet the 


J 


many lessons learned were instrumental in the planning for the mid-1967 reorganization. 


pn SER Pioneer 


S L# There were many people trained and employed by OCR who developed into gccedce 
of real professionals in the field of information handling. When OCR realized the 
dearth of professional librarians for recruitment, it selected some of its most 
ic y Se 
promising librarians and sponsored thf training for advanced degrees in library 
pF och pesple ang cther machine 

science, ecenes were trained in pertinent aspects of IBM capabilities, both EAM and 
EDP. Language and area familiarization programs were stressed for OCR analysts 

PrafesScevia | by perthar 
requiring this type of background to improve their. j +4+4+4e9, Management 
courses were taken to develop potentials to deal with the increasing problems of 


good leadership, Attendance and membership in professional associations yas encouraged, 
a 
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5 MMMM itself, however, was a traumatic experience_for OCR. The paradox of 
pratolg SK 25X1B 


top management hagstirg~on OCR retrenchment while GH was planning for sizable 
25X1B 


a stale o f- 
expansion reduced OCR a schizophrenia. PLreerty;<prise...so. em OCR had undergehe 


pertods:-of solfvenatysd se sugtn.sal feeffaceméit, “thet had-not improved meratée. Some 


4 


fag tite ake 

of the development work on MMMM as done by people who were not inet qgenee 
They Wet MAAC is: “Ober LL trials P= far Bi cee bh bb, 

officers mer tema cost conscious the—pHton+ty—seemed—tombeonr--the-ceve topment—of 
A 25X1B Pt hha A fee ge a 

the méGitimes. The OCR people trained for MM in many cases ol brilliantly but 


OF MEL bk bin ofys Std tf Perm jrabtiaaag COS¢ hey Alans en Ardley, 
ty 69 bewildered by the paradox ° . Ot ~te~euencame 
oA 


Sind Wat due MA hE input tis, wag bbe SeHuved, 
the. Jiservantamastes.relationshis that existed. on ey Ula -hetween it.and its fms 


i Jeet @ne of the benefits, however, derived From MB in-pactiouter, buttressed by 


the reporting media required by PFIAB and PPB, was the development of better manage- 


ment information than OCR had in the past, sea icing tice Dag mepegeneeT TOT 
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; 7. The converse of the movement of key people out of OCR was true to a much 


lesser degree. Few key people are known to have requested assignment to OCR. It 


5X1A 
has had only three Directors: |—--—| (1947 - 1957); ial (1957 = 1963}; and 
ten 
BE (1963 - ). There were eaten Deputy Directors from 1947 - 1967 
25X1A 


Ang. 
leaders orpefiocr came from outside OCR 
25X1A 


fF though from NPIC, is considere 
25X1A 


detail the chronology ee the OCR service of its key personnel. Division Chiefs 


shows in 


an alumnus of OCR). Appendix 
have had 4 long period’ of continuity. Though there was one rotation of three 
Division Chiefs in 1961, there have been few changes since that time until some 


new blood was promoted in rank in mide ers ee oe —— 


Ee Tepe fon sree 
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As a result of the varied experience gained by many OCR people, some Raeney het? 


ae iw? 
components looked upon OCR as a training ground for excellent prospect; the "raids"! 
° al al 
i on OCR got so bad at one time that je was compelled to insist ona two-year stay 


in OCR by each new recruit. There were two sides to this situation? phe was the 
unfortunate fact that OCR salaries were lower, the work Jess interesting to some 
and the opportunity for creative inteliigence activity seemed limited} Zhe more 
positive side was that the people who jieft OCR for other components brought with 
25X1A them a knowledge of OCR capabilities. Many Agency components had leading people 


trained completely or at least for part of their career in OCR; to mention but a 


25X1A few with their next assignment 


INSER] %. The history of OCR is thus a record of proud achievements, much strain, 


/ lots of hard work, some inconsistencies, but above all - to complete the full circle 


lL of condélusions - a determined effort to establish its identity. Was it really an 

/ Office of Central Reference? For the future, will it truly be the Central Reference 
AOS FOORS 

Service of sin answer to por is negativee Some of the reasons. for this have 
already been ae Conjectures could fill pages that still could qualify only as 
opinion. As long as true reference services exist: in components other than OCR, 


it can only be considered an office of some reference services. “Whether the basic 


organization of CIA should be changed to make the conglomeration of all reference 


services a reality is outside both the purview and the competence of the historian. 


4A 
4 

4 
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Chapter XII. Conc}uSions 


oy 


In the/ Fall 1957 issue of Studies in Intelligence, tw articles though obiously 


not writte with this in mjnd, neYe'theless might help explain part of the dilemna 
of OCR durin\ the past twenty years (1947 - 1967). Thd first, by ReS. Cline (ODI 
From 1962 to 1966).Is Intellig@ace Over-Coordinated?,\discusses the possibility 
that coordination has Been abused by the “Natelligence CommunitysIt has caused 
delay and often vapid results in the preparaltion of national estimatds. Cline 
suggested: 
that the US” ‘nat onal security system would be better served if the intelligence 
communi ty , took/a less vigorous view of the meaning of coordifation and 
substituted ore informal techniqhes of consultation. In this way the 
intelligence community could shafe knowledge and wisdom without delaying or 
weakening the product. # / 

By inveres¥ing coincidence, the fext article, by ReJ. Smyth (DDI from 1966 on), 
Coordinatjon ahd Responsibilit » Streésses the need for coordination in the prepara~ 
tion of adcional estimates. Briefly he\discusses the ways /to improve the procedural 
and semantic understandings that would resylt in better preducts "through gradual, 
slow advance by Small adjustments here and t ere.'' He concludes by stating that the 
coordination procegds must stay because it is the heart of nationa intelligence; the 
problem is "to mak¢ it tick strongly.!! 2/ 


OCR sometimeSé felt over-coordinated; if had many responsibilities, including 


: : wit i (ulysheer 
coordination,—qed its many- faceted ramifications. Although nationAl estimates and 
OCR Hfery seem 7s “EOMOVEC , the ecare—seury! —Faeeteys tec hee Gee pectaverct to PER, 


for OCR) had different views about coord] ation. Divergence df thinking is healthy. 
eee ais she ae 4 im Ae on De Ae wodinguly, Ot Conbrak Meference 


The divergences ricrrg: dares te 


a 
Secondly, contr sl rgference serviceg hawe also been called the/heart of an intelligence 


Ada» este. on wed CAR, 
org anizati ION. bec#e fire —w SS2 SSC Ce Ss “ere tee bee ele Fi pipe—eaorttiny g= 
pene Alwenlic Bow noal . Lido. 
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1. Neither top CIA management nor the users 9 6CR have known exactly what 


were, nor much less. could they define the parameters of a compleat/central reference 


service in practisal terms. It seemed as Ahough management wanted OCR to ''be 


resaonable, do it my way.'' As related if Chapter XI, the DCI AMcCone) in 1964 


25X1A , s ; < ota! ts 
wanted the best possible system’for the handling of information in CIA. Yet at that 
same time, OCR los ending with a combined 
25X1A X1A 
an 
FOD-OCR total of authorized by 1 July 1964. The\next year an ther [vere cut. 3/ 
As a matter of fact)from 1958 to 12579 OCR's manpower ceiling was reduced from 
WN iy * 
OA to | Y/ C the Ml positions received from State for bhiographic 
al 25X1A 
operations» 3 just 9 . ten years, Reasonable 
ILLEGIB 
proof has been presented tlo show that OCR wanted to improve its servifes and "image"! 
ILLEGIB consistently but was frusfrated on many counts - manpower, money anf management 
support. 
25X1A 


2. OCR played an impgrtant part in the coor&{nation of intelligence processing 
in the US Government. Through its samp committee achivities, such as AHIP, CODIB, 
and PROCIB, OCR led the Intel Ngence Community in many joint efforts which eased 
the burden on any single member} rule these activities preceded\Presidential, 
Congressional and indeed CIA Yop management interést in how to handla the mass 
of information pouring in $6 the US Government/ Even in requirements and collection 
guidance OCR did the spade work for coordinatfing internal and external thinking in 
these areas. Resultant drganizational components were removed frog’ OCR jurisdiction. 

3. A recurring theme @egcerning OCR was that't accumulated too much data 
and therefore could not find efficiently the little useful iMformation. At any time 
OCR could have cut its intake, syaff and costs by at Yeast ohe-half. But which half? 


From the very beginning OCR trfed to get analyst cgoperation in determining wha t 


« > * . n « Ww ° * 
receipts were important,by dssisting certain st¢éps wf the intelligence document 
A 
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retrieval system, but these efforts weré aN spurts of momentafy ehthusiasm. 
In the férmative days of the Intellgfax System, analysts/did contribute abstracts, 
and sofie helped with revisions of/the indexes used by (CR. Usu@ily, however, OCR 
had to what-to index and fow to do it,= at one tite six various interpretations 
of indexing systems were used to\ensure adequate coverage of Wariegated materials 
(Intellofax, Intdlligence Periodicakg Index, and the specialized| indexing of the 
Biographic, Graphics, Industrial and Spechal Registers). As OCR/sophistication 
developed in processing its receipts, the quality of the seleftion of what to put 
into the systems improved in all the in-put/ divisions mentyoned, But selection was 
based usually on\cequest patterns, with a/certain amount/of "anticipatory! selection 
also. Many crisis sitbations ware provided prompt referPnce support by OCR because 
it had decided to procdss certain categories of materia\ in different ways. The 
basic soundness of the original planning for OCR was demoNstrated by the fact that 
for 15 of its first 
that 


a 
procedures yet pro uc eg results in an envirotment of constant change. Besides that, 


0 years, it had the\flexibility of operations to modify 


25X1B there was a uniquéness of OCR's early operations fer which there wenhe not many 


one handle enclosures to trangmittal documents, /when the 
category of decuments 


from through 


precedents. How doé 
to & Specia 
25X1B enclosures ,ran the gamu 
MS OCR had to improyise many times. 
4, Standing stil//in the sweeping flow of modern informatfon handling techniques 
is the certain way stagnation in this fagt-moving area. OGR never stood still, 
and was in the active forefront of many of the best developments in thé field. 1t 
; Ay eave 
constructed some equipment Jon its own, tested Wozens, inspiyed experimentation 
and worked jointly with mdny groups trying to fchieve the ul\timate. Always, however, 


OCR wanted proof that the proposed system waf better than the\one it had. So it was 
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of reai proffessionals in the field 


good leadership. 
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with comsuters. As Robert Townsend/ former president of Avic, w 


Writing, “ve never known a company seriously injurféd by automatina too: slowly, 


are some classic cases{of commanies bankrlinted by comouterizing sremature- 


jeval of information\with the assistande of machines is only as good 


as the system stoned For arranging the information Rut into the machines, whether 


catled/classification or| language or index.\OCR did not want to go 


ithcut adequate 


« isf recognized that a program must be tailored to fAt the available 
resources and that it is fot always possible to builf an ideal system. 
Never\neless, design objettives must be established /even thouch they cannot 

emi F 


Coe. tee lees the ultimate odjectives/ are understood, then the 


orderly and later recoiversions wilt be kent to 
pough the design objectives may ‘not be: achieved 
of years, they Should be established fo that current ‘implementa- 
arried out in a rational manner with bome assurance that the 

row and develop. b 


or a numbeé 
tien can be 
system will 


a 
‘ 


This is precis¢ly what OCR did. In tht case _ r example, tne prohibitive 


Fiscal and manpows 


many Tessons legrned were instrumental 


F information handiing. WhenfOCR realized the 


cearth of professional librarians/for recruitment, it selecteY some of its most 


promising ti&rarians and sponsorfd this training for advancéd degrees in library 


science. Scores Were trained in pertinent aspects of [BM fanabilities, both EAM and 


EJP, Language and area familiarization programs were strbssed for OCR analysts 


capabilities, Management 


creasing problems of 
& 
ar TWAS 


ttendance and membership in professional 
fr 


the planning for the mi\d~1967 reorganization. 


ssociations was encouraged, 


vote oe 
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Ss a result,6F tne varied exnerience gaincusly inany OCR necnle, sop Syakhcy 


comnonenfs Tooked upon 208 as a training vround for excelfent Mrosoectss t 


' 
t 
{ 
i 
the “raids! | 


og Sef cot so bad at one time that Woowas compelled to infist on a two-year stay i 
in OCN by each mew recruit. Therefwore two sides to thisl situetion. “ne was the F 
unrortung gact that ICR salaries were Tower, tne work Ides interesting to some t 
end the oonortunity for creative imMbuiigence activity scemed Nmiteu. The more t 
positive side was ‘that the people who lef NXOCR for other comoonent\ oroucht with i 

{ 
them 8 knowledge off OCR capabilities. Many Agcycy comoonents had leading people : 


? 


trained completely or at least to fiention i 
Few with their néxt assignment: [ 
25X1A 
&, The history of OCR is thus a recerd/of oroud achieveme ts, much strain, i 
Fol * . ° i 
lots of hard Work,! some inconsistencies 


Mut above all = to cdmolete the full circle 


of consiusions \ a determined effort to Astablish its identity\ Was it really an i 


Gifice of Central Reference? For the fu ure, wilt it truly be theNCentral Reference 

« i 

fervice of CLA? The answer to both is nekative. Some of the reasons or tnis aave ¢ 

already been told. Conjeg¢tures could fill pages that still could gualilly only as . ; 

opinion. As tong :as trug reference services exis in components other fhan GCR, 

it can only be considfred an office of some referehce services. Wheter the basic 

brganization of CIA/ should be’ changed to make the/conglomeration of all reference 

services a reali is outside both the purview And tne competenge:of the historian. i 
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